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Version Notes 

Version 1.2 revises the Excel macros and related steps to simplify.     

The Excel and MS Project Filters and Sorts have been updated. Please do not use the prior versions.    

Introduction 

A key component of an EVM surveillance is the health of the program’s Integrated Master Schedule 

(IMS) (Guidelines 6 and 9).  The tests defined in this section are intended to be performed quarterly on 

all programs subject to surveillance.  These tests are broader than the DCMA 14-point check and map to 

the 5 Generally Accepted Scheduling Principles (GASP).  The results of the checks serve two purposes: 

• To determine findings to improve the integrity of the IMS and encourage sound scheduling 

practices 

• To determine areas of risk and focus for the CAM discussion phase 

The GASP were developed jointly and informally accepted by DOD and industry (informal coordination 

through Program Planning and Scheduling Subcommittee (PPSS) a joint NDIA committee).  They are 

repeated in Appendix A for reference.  Note that the Planning and Scheduling Excellence Guide (PASEG) 

is documentation with more detail that is currently in review by the government and has not yet been 

accepted.  

Conducting the Tests 

These tests may be conducted in MS Project, Excel via a prescribed format, or in the contractor native 

tool jointly with the contractor.  An independent approach is preferred if an MS Project file or the 

prescribed format can be obtained from the contractor quarterly.   

1. Obtain from the contractor any definitions used for special fields that are typically captured in 

text, number, or memo fields.  If work package unique fields are captured in a common field 

(example earned value technique, this mapping should also specify the field and code that is used.  

Define the following: 

a. Earned Value Technique – Define what field and how to identify LOE, 50/50, 0/100, 

Apportioned, if any, in the schedule. 

b. Any Planning Packages/Summary Planning Packages reference fields? May alternatively 

be captured in EVT field. 

c. Documentation fields used for justification of relationships, leads/lags, and constraints.   

d. Schedule Visibility Tasks identifiers (if any).  

e. Schedule Margin Identifiers (if any). 
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2. Summary of the Tests.  A quick summary of the scope of the assessment is provided below.  

There are 25 tests to cover 5 GASP Principles (Appendix 1).  The criteria column is what we are 

measuring a finding against.  The DCMA 14 point column maps the assessment to the 14 point 

equivalency.  And the filter column is the named filters within the process that are used.  Note 

that many of the tests use the same filter. 

 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

3. Obtain the current MS Project file and create the following view.  If performing the test utilizing 

Excel, request that the contractor exports as an Excel spreadsheet with the following order (note 

titles are MS Project and may need adaptation to the contractor’s IMS tool unique titles). 

a. Column A “Task ID”** 

b. Column B “Unique ID” 

c. Column C “Task Name” 

d. Column D “Milestone” (0 duration tasks) 
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e. Column E “Percent Complete” 

f. Column F “Duration” 

g. Column G “Early Start” (also known as start) 

h. Column H “ Early Finish” (also known as finish) 

i. Column I “Actual Start” 

j. Column J “Actual Finish” 

k. Column K “Baseline Start” 

l. Column L “Baseline Finish” 

m. Column  M “Baseline Duration”  

n. Column N “WBS” 

o. Column O “SOW” 

p. Column P “Control Account ID” 

q. Column Q “CAM name” 

r. Column R “Earned Value Technique” (must include ID for LOE, Apportioned, 0/100, 

50/50, and planning packages as a minimum, may concatenate in Excel if necessary to 

make one field if the contractor captures this info in two or more field as each work 

package/planning package can only have one value) 

s. Column S* “Integrated Master Plan” 

t. Column T* “OBS” 

u. Column U* “Integrated Product Team”   

v. Column V “Predecessor” 

w. Column W “Successor” 

x. Column X “Constraint Type”  

y. Column Y “Total Float”  (or slack) 

z. Column Z “lead/lag”  (MS Project  = Blank) 

aa. Column AA “Documentation” (Support justification for lags, constraints) 

ab.  Column AB “SVT Indicator” (Yes/No) 

ac. Column AC& “Summary” (Yes/No) 

ad.  Column AD& “Estimated” (Yes/No) 

ae.  Column AE& “Deadlines” (Yes/No) 

af.  Column AF& “Predecessor” 

 

Where the “*” fields are optional; leave column blank if not applicable. AC – AF with the “&” are 

only applicable to MS Project and may be omitted from other scheduling tools.  **MSP does not 

copy the first column so the recommend view in MSP includes this field.  The MACROs will not 

process with the task ID field.  If it is imported to Excel delete the first column so Excel starts with 

field “B” unique ID above.  Excel columns are -1 to the letters above and end in column AE.  The 

predecessor field is required twice due to how the macro uses the data.   

 

 

4. Copy the provided Surveillance Schedule Health Check master file rename to a different name 

(program name and date is recommended). 

5. If working in Excel take the contractor’s provided file and copy/paste it in row 4 of the newly 

copied Excel file as “text” format.  The macro formulas will overwrite the first three rows.   

6. If working in MS Project or other schedule tool and conducting the tests utilizing Excel, create 

the view compatible with #1 above.  Be sure to apply the filter the schedule for “all tasks” to 

insure every line is displayed.  Then select all and paste into Excel starting on line 4.  Note if 

working with a large file the copy will take several minutes.  An output example is below.   
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7. You are now ready to begin the tests.  If unfamiliar with sorts and filters, and how to parse data in 

Excel, please consult Appendix B for a tutorial. 

Conducting the Tests from Non-MS Project Sources 

Any schedule tool that calculates critical path may be used as a source, and the test can be conducted 

utilizing Excel.  The process is the same, with the following notes: 

1. Field names will be different; a map of step three above to MS Project titles will need to be 

prepared. 

2. The data from the source schedule may need to be modified (concatenated) before bringing into 

the Excel Schedule Heath master file.  For example, Primavera has constraints on both the 

predecessor and successor.  The Schedule Assessment Tool assumes there is one column with the 

constraints.   

3. The format structure and content must be maintained or the macro will not be usable and the test 

will need to be conducted manually.  See the appendix for examples of how to conduct manually.  

4. The Excel Macros assume the columns are unchanged and in the same order.  The MACROS 

may modify data so maintaining this order is required.    

 

Format of Tests 

All tests are described in the following format and definitions 

 

1) Overview:  A short description of the goal of the test  

2) Criteria:  If applicable, the threshold beyond which would be a finding or concern.  The 

criteria is normally expressed as a percentage of discrete tasks.   

3) Filter:  If you are manually creating the filter (for example conducting within the contractor 

tool) then convert the field names as necessary.  Most filters utilize Summary, % Complete, 

Data as CNTL-V pasted into Excel.  The first column task ID is omitted.  If 

MS Project is not the source, ensure the Task ID field does not come over 

to Excel.  The structure of the master spreadsheet must be maintained 

for the macros to process 
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Actual Finish, and Milestone fields in MSP.  Note the names given the filters are arbitrary but 

are contained in the files provided on the CD or MS Project.  If the user is performing the test 

utilizing Excel, the filter will typically be applied with a macro.   

4) Sort:  As applicable, sort the filtered display – Sort by field specified in test.  N/A for Excel 

as the macro performs the sort. 

5) Steps in MS Project:  As applicable, step by step instructions of procedures to accomplish 

after the filter-sort is applied to the schedule.  Certain MS Project tests require parsing in 

Excel. 

6) Steps in Excel:  If analyzing the schedule completely utilizing Excel, the macro instructions 

are provided.  Any test may be accomplished manually by following the filter and sort 

process of the Steps in MSP section.  Note: Certain tests can only be performed in the native 

schedule tool.   

7) How to Interpret:  What to do with the results of the filter – sort – steps sequence.  The 

interpretation categorizes the potential errors as findings or concerns for further discussions 

with CAM interviews.  If the result is a finding, both the GASP and NDIA PMSC Intent 

Guide references are provided. 

 

Note:  For each of the tests a screenshot of the filter in MSP is provided to assist if performing the test 

directly in the native schedule tool.   

 

Obtaining Help/Questions 

If you have any questions or encounter problems, please contact the DON Center for Earned Value 

Management (CEVM).  Contact information skdhthchk@delta-va.com   
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Tests by GASP Tenet 
The following are the manual tests for the IMS 5 GASP Assessment criteria. 

GASP 1: Complete 

GASP 1 Test 1 (Overall #1): IMS Detailed, Discrete, and Milestone Task Counts 

• Overview:  Examine the depth of planning relative to the program. 

• Criteria:  None, The test is a subjective assessment to determine if the IMS contains all of the 

tasks needed to completely define the program. 

• Filter:  Apply Five (5)  independent filters, sequentially one at a time:  

1. Detailed: Non- Summary  (Omit In Primavera Test, NA) (N_Detail) 

2. Discrete: Non-Summary, Non-Milestone, Non-LOE (N_Discrete) 

3. Milestone: Equals Milestone (zero duration) (N_Milestone) 

4. Planning Packages: Equals Planning Package (N_Planning Package) 

5. Schedule Visibility Tasks (SVTs) – If any.    

• Sort:  NA 

• Steps in  Microsoft Project: 

1. Apply each filter sequentially one at a time and count results for each.  

2. Repeat for each filter outlined above.  

• Steps in Excel: 

1. Data Verification.  For the macros to process, line 4 must contain certain required 

information.  A new line will need to be added if the existing line does not meet the 

requirement.  Alternatively another line meeting the format required could be moved and 

inserted as line 4.  Line 4 requirements: 

a. Must have a “No” or “Yes” in Summary, SVT column.  Beware if SVT 

column is partially filled; populate the blanks with “No”. [Hint, filter the 

column titled “SVT” for “Blank”.  Type “No” in the first data cell and 

copy down to the end of the data.  Remove the SVT filter and every row 

should have an SVT value of “Yes” or “No”.  Repeat for the Summary 

field if needed) 

b. It must also have “LOE” defined in the EVT column, or the schedule 

should not contain LOE tasks.   

c. Turn on the auto-filter.  Choose the Milestone Column 3 and filter for 

“Yes”. Examine column 5 duration results.  Verify all milestones have 

zero duration.  Impact – If test fails then filters requiring macros that 

filter milestones will need to be adjusted manually by selecting all 

milestones and then manual deselecting all zero duration tasks. 

d. The following fields must be numeric formatted.  If not select the column 

with the filters OFF and choose “Format – Numbers” [Hint – if unsure 

put auto-filters on.  Go to the column in question and choose the drop 

down.  Columns with numeric will have numeric options.]   

i. Percent Complete 

ii. Duration 

iii. Baseline Duration 
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Selecting all Milestones. 
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2. Setup.  Re-verify the format contains the content in the same order as in the Introduction 

Section 3.  Turn OFF the auto-filters.  When complete execute the “N_Set” macro.  This 

macro captures the file size in a static field for use within specific tasks.  It then allows 

the filtered data to be compared with the total for a percentage result.  This macro is run 

once before the first test only.   

 

3. Verify the Early Finish, Actual Finish, and Baseline Finish are in MM/DD/YY format.  If 

the data is in Day MM/DD/YY default text format, please run the BEI_Adjust_Dates 

macro that is described in Test 24 Excel Step 2.  This converts all date formats used in 

the schedule check to MM/DD/YY. 

 

4. The second filter is then executed “N_Detailed”.  Go to the EVT field or where LOE and 

planning package are defined.  Choose the filter and un-choose (de-select) both LOE and 

planning packages.  The example below classified LOE as “LOE, and planning packages 

as “PP” (actual classifications will vary by program so this step is repeated manually and 

not a step in the macro) 

Drop-Down  

Will say “Number Filters” 

or “Text Filters” or “Date 

Filters” depending on the 

format of the date 

currently.    
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5. The results to the detailed filter step 4 above are shown below.  Each result is similar.  

The cell B1 contains the filtered test result.  Cell G1 contains the static total unfiltered 

amount For this example 7096 of the tasks were non-summary out of 8043.  This equates 

to 88% detailed and 12% are summary tasks.   

 

 

 
 

 

 

6. Execute the third filter “N_Discrete”.  Manually execute the removal of LOE.  Document 

the results in terms of number and percentage in your notes.   

 

 

7. Execute the forth filter “N_Milestone”.  Document the results in terms of how many the 

IMS tasks are milestones with zero duration.   

 

8. Execute the fifth filter manually.  Turn all of the auto-filters off.  Then turn auto filters on 

(resetting the auto-filter resets the criteria).  Go to the EVT field in Column Q.  Select the 

auto filter and choose the value that represents planning packages.   

 

Example of de-selecting the EVT 

identifier for LOE and PP by selecting 

the drop box on the EVT column. 
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9. Execute the sixth filter manually.  Turn the auto-filters off.  Then turn auto filters on 

(resetting the auto-filter resets the criteria).  Go to the SVT field in Column AA.  Choose 

“Yes” from the drop-down box.     

 

 

 
 

 

• How to Interpret:  This is a general characterization test.  There are no absolute criteria thresholds.  

General concerns would be if the schedule is not 70% or more characterized by discrete tasks.  Also 

note if SVT is greater than .1%.  These are tasks not in the PMB.  See the IMS or IPMR DID for 

further definition.   
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GASP 1 Test 2 (Overall #2): Percentage of Tasks with Baseline Durations Greater than 44 

Work Days 

• Overview:  This test identifies tasks with duration  greater than 44 working days or more than two 

months long. It is difficult to assess progress for longer tasks so these may need to be broken into 

smaller tasks.  

• Criteria:  At least 95% of activities should have baseline durations less than or equal to 44 

working days.   [DCMA 14 point threshold] 

• Filter:  Non-LOE, Non-Planning Package, Non-Summary, Non-Completed, Non-Milestone (N-

Basic) 

• Sort:  By Baseline Duration, highest to lowest value 

• Steps in MS Project:   

1) With the schedule filtered and sorted, count the number of tasks that have baseline 

durations greater than 44 working days.  

2) Divide this by the total number of tasks in this view, reflecting the percentage of 

tasks greater than 44 working days. 

8) Steps in Excel:   

1) Filter the LOE and Planning packages manually. 

2) Turn off the Auto-Filter. 

3) Execute the N_Base_Basic macro.  Do not capture the result, this set the totals to the 

incomplete remaining tasks and is the denominator for the percent calculations.   

4) MSP Source Data Only: Execute the “N_Basic” macro.  The Baseline Duration field 

has been filtered for >44 days so cell B1 reflects the total tasks with baseline >44 

days.  Do not track the results yet as two filters will need to be applied manually 

(LOE and planning package).  Record after filtering manually LOE and PP.  Note:  If 

the answer is no data turn off the Auto-Filters.  Check the baseline duration column.  

If 0 value then the baseline duration has not been populated and this test is non-

applicable.   

5) Non-MSP source data.  If the schedule duration fields are already numeric, then this 

step is manual.  Go to column E and then filter-numeric filters – Greater than 44 
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6)    The results in B1 and J1 are now reflective of the test results.   

 

 

 

 

 

 

 

 

9) How to Interpret:  It should be considered a finding if 5.01% or more of the tasks have a 

baseline greater than 44 working days.  GASP Justification:  The baseline is incomplete and 

not adequately planned (GASP 1).  ANSI EIA 748 Guideline 6 Intent Guide “There is a 

clear definition of what constitutes commencement and completion of each work 

package and planning package (or lower-level task/activity).”  Also discuss in CAM 

interview to find out what in detail is happening in next two months that is missing 

from the schedule (44 days is >=two months).   
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GASP 1 Test 3 (Overall #3): Percentage of Tasks with Forecast Durations Greater than 44 

Work Days 

• Overview:  This test identifies tasks greater than 44 working days an which are  more than two 

months long. It is difficult to assess progress for longer tasks so these may need to be broken 

up into smaller tasks.  

• Criteria:  At least 75% of activities should have forecast durations less than or equal to 44 

working days. 

• Filter:  Non-LOE, Non-Planning Package, Non-Summary, Non-Completed, Non-Milestone 

(N_Basic) 

• Sort:  Sort by Forecast Duration, highest to lowest value 

• Steps in MS Project:   

1) With the schedule filtered and sorted, count the number of tasks that have forecast 

durations greater than 44 working days.  

2) Divide this by the total number of tasks in this view, this reflects the percentage of tasks 

greater than 44 working days.  

• Steps in Excel:   

1) Do not reset the filters.  Execute the “N_Basic2” macro.  The results reflect the forecast 

durations over 44 days.  Manually re-filter the LOE and Planning packages. 

2) Write down the results reflected in cells B1, I1.   

3) After documenting the results, execute the “N_BasicFix” macro.  This converts the total 

value back to the complete file.  The durations will stay in numeric format. 

 

• How to Interpret:   The filter applied is the current short term detail (excluding planning packages 

and complete tasks).  The threshold is lower for the Forecast than the Baseline as it is typically 

that tasks may slip in execution.  Justification:  Forecast incomplete and not adequately planned 

(GASP 1).  ANSI EIA 748 Guideline 6 Intent Guide “There is a clear definition of what 

constitutes commencement and completion of each work package and planning package 

(or lower-level task/activity)”.  Also this should be a focus in CAM interview to find out 

any detail effort that is happening in next two months (and missing from the schedule). 
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GASP 1 Test 4 (Overall #4): Complete Data Field Referencing in IMS 

• Overview:  A complete IMS is mapped to common integration fields. At a minimum, the Control 

Account (CA), CAM, IMP, WBS, SOW, EVT/Work Package/Planning Package should be 

mapped. It is recommended that Organizational Breakdown Structure (OBS) / Integrated Product 

Team (IPT) are also identified. 

• Criteria:  Optimally, all documents cross-referenced to the IMS are represented with their own 

field in the IMS. The CA, CAM, EVT, IMP, WBS and SOW fields must be included in the IMS 

structure. OBS/IPT are recommendations but are not requirements. 

• Filter:  Non-Summary, Non-Completed, Non-Milestone (N_Part) 

• Sort:  Sort user defined/code fields that contain the following, one at a time: 

1) CA 

2) CAM 

3) IMP 

4) WBS  

5) SOW 

6) EVT 

7) OBS or IPT 

• Steps in MS Project:  This tests the completeness of each field. For example, the CA, WBS, IMP 

and SOW fields should each be complete rational structures within each of these fields.  

1) Scroll through each field to determine if a consistent structure is present in the IMS.  

2) With the schedule filtered and sorted, count the number of tasks with empty fields. 

Note:  For the CA, CAM, EVT this step is omitted.  

3) For each, divide this by the total number of tasks in this view, reflecting the 

percentage of tasks missing references.  

4) For CA, CAM, EVT resort the field by CA designator. Each CA should have the CA 

and CAM designator, and each work package the EVT.  Count any CAs without 

CAM and EVT designations, or any CAM/EVT without a CA designation.   

• Steps in Excel:   

1) Execute the “N_Part” macro.  Do not document the results yet as the rest of the filters 

are manual subsets.   

2) To sort a column while preserving the other row data following this process: 

� Choose the Auto Filter Icon for the field to sort by.  The pop-up menu has 

sorting options.   
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3) For each of the seven fields determine which column the data resides in and sort as 

appropriate.      

� Control Account - Compare with RAM and verify by spot checking the 

complete control account is mapped.  Each work package should be 

associated with a control account.   

� CAM - Compare with RAM and verify by spot checking that the complete 

control account is mapped.  Each work package should be associated with a 

Control Account Manager. 

� IMP – Sort the schedule by IMP and verify it looks complete.  If not, release 

the summary filter and verify. 

� WBS/SOW – These fields should be mapped completely with the summary 

filter off. If the SOW is not in the IMS it must be traceable.  Typically this is 

through the WBS and Control Account.    

� EVT:  Every work package should have an EVT.  Focus on LOE and 

planning packages.  The latter is required to represent the complete scope and 

LOE may also be included.  However many of the checks need to omit these 

items if they are in the IMS. 

� OBS – Compare with RAM 

� IPT:  Verify against IPT structure 

 

• How to Interpret:  Determination of a finding will depend on magnitude and type of problem.  

A finding would be based on the test results or require discussion with the CAM.  For 

example, a missing CA, and WBS are absolute and findings if missing or not available in the 

IMS.  IMP is required if on-contract.  However the EVT is only required if LOE and if 
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Apportioned Effort are in the schedule (they both must be separately identified from 

discrete).  Even if not absolutely required, any missing fields would be recommended.   
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GASP 1 Test 5 (Overall #5): IMS Tasks have Baseline Dates and Durations 

• Overview:  The schedule must be baselined for tracking purposes. In some tools, setting the 

baseline is a manual process. 

• Criteria:  All discrete and summary tasks must have baseline start/finish dates and baseline 

durations. 

• Filter:  Non-Milestone, Non SVT, Non LOE (N-MilSVT) 

• Sort:  NA 

• Steps in MS Project:   

1) With the schedule filtered, scroll down and note any tasks that are missing a baseline 

start date, baseline finish date or baseline duration.   The expectation is none are 

missing a baseline.   

2) Count the number of tasks noted with exceptions.  Count one for each row missing 

one or more of the baseline elements. 

3) Divide this by the total number of tasks in the view.   

• Steps in Excel: 

1) Execute the “N_MilSVT” macro.   

2) Manually filter out the LOE (if any has been identified in the IMS in test 4) [See Test 

2 Excel step 2 for the “how-to” steps] 

3) Go over to columns J, K, L.   Scroll down the file and note any tasks that do not have 

a baseline start, baseline finish, and baseline duration. 

4) Do not double count.  Count the number of rows missing either of the baseline 

components.  Divide by the value in B1 to calculate the percentage of the number of 

summary or discrete tasks as a percentage of the total.   

 

• How to Interpret:  This is a very broad filter including the past periods, future, and summary 

tasks.  Every discrete or rollup task (MS Project) in the schedule should be baselined.  It is a 

finding if a task in the IMS does not have a baseline.  Justification.  GASP 1 Complete not 

demonstrated, integration not demonstrated with scope, organization, or budget.  Intent Guide 3:  

“The work tasks are assigned to a WBS and OBS and are traceable to the planning and 

budgeting system and the cost collection system. Establishment of unique coding 

structure facilitates the linkage between the planning, scheduling, budgeting, work 

authorization, cost accumulation, and performance measurement processes.” 
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GASP 1 Test 6 (Overall #6): Estimated Durations (MSP Only) 

• Overview:  If using MSP, estimated durations are generated automatically if durations are not 

assigned to tasks and followed by a “?”. As a result, the network is calculated from inaccurate 

task durations. CAMs are responsible for estimating all schedule activities’ duration to avoid 

incomplete and inaccurate schedule data. 

• Criteria:  All discrete tasks have durations that have been adequately established (No estimated 

durations). 

• Filter:  Non-Summary, Non-Completed, No Milestone (N_Part) 

• Sort:  Sort by Estimated field 

• Steps in MS Project:   

1) With the schedule filtered and sorted, count the number of tasks with ‘yes’, 

representing estimated durations.  

2) Divide this by the total number of tasks in this view, reflecting the percentage of 

tasks with unconfirmed durations.  

• Steps in Excel: 

1) Execute the “N_Part” macro. 

2) Select the Auto Filter Icon in the Estimated Field Column AC.  Sort on the estimated 

field.   

3) Count the number of yes rows.  Divide by the number in cell B1.    
 

• How to Interpret:  This test is unique to MS Project.  The tool automatically adds a ?1 day when a 

new line is inserted.  The user is required to change this value to the expected duration by typing 

in the duration expected.  It is considered a finding  if the real duration has not been put into the 

system, because then the critical path is not accurately calculated.  The GASP principal is the 

schedule is not complete; the discrete tasks are not complete.  The Intent Guide 6 “The 

scheduling process documents and the resulting project schedule provide a logical 

sequence of work leading to a milestone, event, and/or decision point needed to ensure 

that the schedule supports the project objectives.”   
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GASP 1 Test 7 (Overall #7): Tasks with Duplicate and/or Blank Names 

• Overview:  Task names identify the required action and purpose that makes it unique from 

other tasks in a schedule. Consistent and clear task names increase the usability and 

effectiveness of an IMS. This test is also subject to security classification requirements, if 

any, exist on the contract.  In some instances, security requirements restricts meaningful titles 

from being sent outside the secure facility In this situation, the test may need to be 

accomplished at the contractor’s facility. 

• Criteria:  All tasks should have unique task names (there are no blank or duplicative task 

names). 

• Filter:  Non-Summary (N-Summary) 

• Sort:  Sort by task name. 

• Steps in MS Project:  Two Options: 

1) Schedule Option 

1) Scroll through the field looking for duplicate task names or missing task 

names.  

2) With the schedule filtered and sorted, count and record the number of 

duplicate task names or missing task names.  

3) Divide this by the total number of tasks in this view, reflecting the 

percentage of tasks with blank or duplicative task names. 

2) Excel Option  

 

1) Clear and reapply the filters 

2) Run the N_Summary macro 

3) Copy the filtered tasks names t a new  Excel Worksheet and paste these in 

cell A1. 

4) Sort the new worksheet column A1.   

5) Insert the following formula in cell B2:       =IF(A2=A1,"True","False").  

6) Copy the formula down column B so it is identified for each row that has a 

task name.  

7) Filter in column B for any TRUE values to show tasks that have duplicate 

names.  

8) Count the number of TRUE values and add the number of observed missing 

task names.  

9) Divide this number by the total number obtained in the second step, 

reflecting the percentage of tasks with blank or duplicative task names. 

• Steps in Excel: 

1) This test is manual.   

2) Turn Auto Filters off to reset the filters.  Turn the Auto Filters back on.   

3) Go to the Summary column AB.  Auto-Filter for “NO” only.    
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4) Go to the Task Name column B.   

5) Insert a blank column C. 

6) Select all of the data and sort by the Task Name 

7) Insert the following formula in cell C5: IF(A2=A1,"True","False") 

The formula will need adjusted based on the first cell filtered in the spreadsheet 

 

 
 

In this example row 7 is the first row and row 8 is the second row (rows 4-6 where 

filtered out in the criteria).  So the formula is placed in cell C8 and adjusted to be  

=IF (B8=B7, TRUE) 

 

Manually selecting the Summary Filter shown in cell AB3.  The drop 

down shows the possible values, De-Select the “Yes” choice.  Select OK. 
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8) Write down the number in the B1 cell.  This will be the denominator.    

9) Copy the formula down column C so it is identified for each row that has a task 

name.  

10) Select the Auto-Filter for column C and select TRUE values to show tasks that have 

duplicate names.  

 

 
 

 

 

 

 

 

 

 

11) Count the number of TRUE values 

12) Divide this number by the total number obtained in the step 8 above, reflecting the 

percentage of tasks with blank or duplicative task names. 

13) When results are complete and documented delete column C added to put the formula 

in step 5 above.    

 

 

 

• How to Interpret:  This is a broad filter with past and future activities.  Each task must be 

identifiable and have clear entry and exit criteria.  Duplicative names are confusing and lead to 

inaccurate status.  Justification:  GASP 1 the schedule is not complete, duplicative tasks have 

been planned confusing scope.  Intent Guideline 6 “There is a clear definition of what 

constitutes commencement and completion of each work package and planning package 

(or lower-level task/activity). 
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GASP 2: Traceable  

 

GASP 2 Test 1 (Overall #8): Missing Logic (Predecessor/Successor) 

• Overview:  Logic ties in the IMS are fundamental for accurate schedule date calculations and 

critical path traceability. All discrete tasks, except end milestones, should have at least one 

predecessor and one successor, as even one missing logical tie could adversely affect a 

program’s ability to successfully execute a contract. 

• Criteria:  All incomplete tasks, with a few exceptions, have predecessors and successors.  

• Filter:  Non-LOE, Non-Summary, Non-Completed (N_LOEPART) 

• Sort:  Sort for each of the following, one at a time: 

1) Predecessor field 

2) Successor field 

• Steps in MS Project:   

1) Sort by Predecessor field. 

2) With the schedule filtered and sorted, the top or the bottom of the view should show 

any discrete task without an identified predecessor.  

3) Review tasks for the following criteria: 

� Are any of the tasks government GFX deliveries? 

� Are any of the tasks at the start of the program or a new ECP scope? 

4) For tasks that do not meet the above criteria, note any blanks (missing predecessors).  

5) Count and record the number of number of tasks missing predecessors.  

6) Sort by Successor field  

7) With the schedule filtered and sorted, the top or the bottom of the view should show 

any discrete task without an identified successor.  

8) Check tasks for the following criteria: 

� Are any of the tasks logical deliveries to the government/other contractors? 

� Are any of the tasks incremental contract deliveries? 

6) For tasks that do not meet the above criteria, note any blanks (missing successors). 

7) Count and record the number of tasks missing successors. Do not double count tasks 

that were already counted for not having predecessors. 

8) Add these two counts together to get a total. 

9) Divide this by the total number of tasks in this view, reflecting the percentage of 

tasks with missing logic. 

• Steps in Excel:   

1) Execute the “N_LOEPART” macro. 

2) Manually filter the LOE data out.  See Test 2 Excel step 2 for “how-to” steps.   

3) Select the Auto Filer drop down for the Predecessor field, column AE.  Select all 

(turn off) and scroll down to “Blank” to filter for blanks.  If blank is not at the bottom 

then the return is null.  When this is done cell B1 will have the total blanks.     

4) Review tasks for the following criteria: 

� Are any of the tasks government GFX deliveries? 

� Are any of the tasks at the start of the program or a new ECP scope? 

6) For tasks that do not meet the above criteria, note any blanks (missing predecessors).   

Put an “x” in column AG for the blank predecessor concerns.   

7) Count and record the number of number of tasks missing predecessors.  
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8) Select the Auto Filer drop down for the Successor field, column V.  Select all (turn 

off) and scroll down to “Blank” to filter for blanks.  If blank is not at the bottom then 

the return is null.  When this is done cell B1 will have the total blanks.. 

9) Check tasks for the following criteria: 

� Are any of the tasks logical deliveries to the government/other contractors? 

� Are any of the tasks incremental contract deliveries? 

10) For tasks that do not meet the above criteria, note any blanks (missing successors). 

11) Count and record the number of tasks missing successors. Do not double count tasks 

that were already counted for not having predecessors (items that were missing both a 

predecessor and successor) [Hint – in step 6 we added an X in column AG if counted 

as a missing predecessor?   So omit any missing successor with an X to avoid double-

counting]     

12) Add these two counts together to get a total. 

13) Turn on-off auto-filters.  Remove any “x” s in column AG.   

14) Apply the N_LOEPART macro.   

15) Divide the total predecessor and successor missing logic concerns by the amount in 

cell B1, reflecting the percentage of tasks with missing logic. 

 

 

• How to Interpret:  Review all tasks missing logic and determine appropriate logic ties. The 

CAM should assess the assigned predecessor and/or successor. If one cannot be determined, 

then review the task to determine if it is required for program completion. Rationale should 

be documented for any tasks without logic ties. For example ignoring the beginning and the 

end of the IMS, typical tasks without a predecessor include GFX, or deliveries outside the 

scope of the contract.  Tasks typically without successors include schedule margin on 

program events, and intermediate deliveries.  Findings: 1) Any orphan task with no 

predecessor or successor; 2) Any non-expected tasks missing a predecessor or successor.  The 

first type is a finding based on the data, the 2
nd

 is typically verified in the CAM interview.  

The question to the CAM is either “Why does this task need to be completed this year?” (no 

successor) or “Why is this task not late and starting “date”?” (no predecessor) The typical 

answer is because of something else is required first and that is the missing predecessor.  

General Justification:  GASP 2, the schedule did not demonstrate adequate horizontal 

traceability by missing predecessor or successors tasks.  Intent Guide 6 “While no specific 

scheduling software is required, but there must be horizontal and vertical integration of the 

schedule through the framework of the WBS and OBS.” 

 

 
 



Navy CEVM EVM 5 GASP Tests (1 Dec 2012) V1.3 

Page 30 of 72 

 

 

GASP 2 Test 2 (Overall #9): Summary Tasks with Logic (MSP) 

• Overview:  If using MSP, summary tasks are located above the work package level, and 

summarize tasks at the performance level. Summary tasks with logic assigned can distort the 

schedule and should be avoided.  

• Criteria:  No summary tasks should have logic 

• Filter:  Non-Complete, Summary tasks (N_SumNonC) 

• Sort:  Sort for each of the following, one at a time: 

1) Predecessor field 

2) Successor field 

• Steps in MS Project:   

1) Sort by Predecessor field. 

2) With the schedule filtered and sorted, each summary task displayed should be blank 

in the predecessor field.  

3) The top or the bottom of the filtered sort should show any summary task with a 

predecessor.  

4) Count the summary tasks with Predecessors.  

5) Re-sort by Successor field. 

6) With the schedule filtered and sorted, each summary task displayed should be blank 

in the successor field.  

7) The top or the bottom of the filtered sort should show any summary task with a 

successor.  

8) Count the summary tasks with successors. Do not double count summary tasks that 

were already counted for having predecessors.  

9) Add these two counts together to get a total. 

10) Divide this by the total number of tasks in this view, reflecting the percentage of 

summary tasks with a predecessor/successor.  

• Steps in Excel: 

1) Execute “N_SumNonC” macro  

2) Select the Autofilter Drop Down in the Predecessors Column AE.  Exclude any blank 

lines (for most projects the results may be blank output).   

3) Count the lines with a predecessor and put an “x” in column AG.  . 

4) Select the Autofilter Drop Down in the Successor  Column V.   

5) Count the summary tasks with successors. Do not double count tasks that were 

already counted for not having predecessors (items that were missing both a 

predecessor and successor) [Hint – in step 6 we added an X in column AG if counted 

as a missing predecessor?   So omit any missing successor with an X to avoid double-

counting] 

6) Add these two counts together to get a total. 

7) Turn on-off auto-filters.  Remove any “x” s in column AG.   

8) Apply the N_SumNonC macro. 

9) Divide by the number in cell B1.  This is the percentage of to go summary tasks with 

predecessors and/or successors. 

 

• How to Interpret:  Summary tasks only exist in MS Project.  Other tools create summaries 

based on alternate structures.  The harm is if links exist both on detail and summary tasks the 

logical float calculations may be distorted.  Linkage is required at the work package level in 

the NDIA Intent Guide.  The finding is either the summary and detail have competing logic 

(predecessor or successor) or if the summary level only has the logic and it is not a work 
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package.  Justification:  GASP 2 traceability not demonstrated.  Horizontal integration not 

complete (links on both the summary and detail) or not adequately defined (not work package 

level).  Intent Guide 6 “While no specific scheduling software is required, but there 

must be horizontal and vertical integration of the schedule through the framework of 

the WBS and OBS.” And “Significant interdependences should be defined at a 

consistent level of detail to support development of a critical path. The minimum 

level linkage is at the work package and planning package level.” 
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GASP 2 Test 3 (Overall #10): Percentage of Tasks using Finish - Start Relationships 

• Overview:  FS represents a finish to start relationship, meaning task two (successor task) starts 

when task one (predecessor task) finishes. FS relationships are the most common and usually fit 

the majority of real world circumstances.  

• Criteria:  At least 90% of incomplete tasks are logically tied with FS relationships. 

• Filter:  Non-LOE, Non-Summary, Non-Completed  (N_LOEPART) 

• Sort:  Sort by the predecessor field 

• Steps in MS Project:  Depending on the software, this test may need to be accomplished in Excel 

using the Data – Text to Column function (MS Project keeps the relationship in the predecessor 

field that will need split in Excel)  

1) With the filter and sort applied copy the unique ID and Predecessor fields from MS 

Project to Excel. 

2) Choose the column with the predecessor field.  Choose the Data-Text To Columns 

command.  Choose delimited and then the comma and other “+” options – see below 

 

 
 

 

3) The results will vary by the number of predecessors a particular task had.  For 

examples 6 predecessors will split into six columns.  The filter is also breaking the 

lags into another column creating even wider fields. 

4) Select the Predecessor column AE.  Using the Home-Find&Search menu – Search 

and count the number of finds of the following: 

� “SS” 

� “SF” 

� “FF” 

 

 

 

 

 

5) Do not count doubles, if one line has several “SS’ for example.   
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6) Divide the total number by the total lines in MS Project view as filtered.  This is the 

percentage of tasks with non Finish-Start relationships.   

 

 

• Steps in Excel: 

1) Execute the “N_LOE Part” macro 

2) Go to the field with the “LOE” identified and filter to remove the “LOE” (see Test 2 

Excel step 2 for “how-to” steps).  Document the number in cell B1.  This is the 

denominator for the percentage in this test.   

3) Go to the last column the second predecessor field in column AE.  Copy this column 

to a new worksheet.  Paste in column A of the new worksheet.   

4) Select the entire column in the new worksheet. 

5) Using the Home – Find command – Search and count the number of finds of the 

following: 

� “SS” 

� “SF” 

� “FF” 

 
 

Example of searching and finding “SS” in the predessor field.   

 

 

6) Do not count doubles, if one line has several “SS’ for example it counts as one.   

7) Divide the total number by the total lines in the Assessment worksheet cell B1.  This 

is the percentage of tasks with non-Finish-Start relationships.  Subtract from 1 to get 

the percentage of work that uses FS type relationships.   

8) Do not clear the filters.    

 

 

       

 

• How to Interpret:  A FS relationship is logical.  Task 1 must finish before task 2 begins.  Other 

relationships such a Finish-Finish (FF), Start-Finish (SF) or Start – Start (SS) are more unusual.  
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Any use of SF is questioned, that is task 1 must start before task 2 can finish which is the exact 

opposite of FS and practically impossible.  SS and FF may be used infrequently to model special 

circumstances.  However the expectation is 10% or less.  If excessive the result is a finding.  The 

justification is GASP 2 traceability is not demonstrated.  The tasks are not logically linked and 

inadequate horizontal integration demonstrated.  Intent Guide 6 “The schedule describes the 

sequence of work and should consider the significant interdependencies that are 

indicative of the actual way the work is accomplished.” 
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GASP 2 Test 5 (Overall #11): Total Float > 44 Work Days 

• Overview:  Total float (or Slack) indicates a task’s relationship to the critical path. Tasks with 

high float values, greater than 44 working days, may be indicative of insufficient predecessor or 

successor logic ties.  

• Criteria:  At least 95% of incomplete tasks have less than 44 working days of float. 

• Filter:  Non-LOE, Non-Summary, Non-Completed (N_LOEPART) 

• Sort:  Sort by Total Float (or Slack) field 

• Steps in MS Project:  

1) With the schedule filtered and sorted, count the number of tasks with more than 60 

working days of float.  

2) Divide this by the total number of tasks in this view, reflecting the percentage of 

tasks with more than 44 working days of float.  

• Steps in Excel: 

1) Execute the “N_LOEPART” macro.  (may omit if filters were not cleared, go to step 

3) 

2) Go to the field with “LOE” identified and exclude the “LOE” manually. See Test 2 

Excel step 2 for the “how-to” steps.    

3) Go to the Total Float /Slack column X.  Insert a new column after Total float.   

4) Highlight the data in the total float field column X.  Choose the Data-Text to 

Columns command.  Choose the “delimited” option and then further specify options 

for “space” only.  Click next-finished when complete.  See below. 

 

 
 

 

 

 

 

5) Select the drop-down in Column X Total Float Field.  .  Choose “Numeric filter – 

Greater than – 44” 

6) Write down the answer in B1 

7) Execute the “N_LOEPART” macro 

8) Divide the total by the amount in cell B1.  The result is the percent of tasks with float 

greater than 44 days. 

The column without a title is the new column added next to float.  The float field is select by selecting X4, holding the 

shift key and pressing the end-down keys.  With the data selected choosing the Data – Text To Columns and complete 

as shown in the wizard to the left.   
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9) Delete the added column in step 3.  Hint – The columns in row 2 are labeled 1-31.  

Any column with a row 2 blank value is the one to be deleted for the macro’s to run 

correctly.  The macros assume the standard file configuration.   

 

 

 

 

 

 

 

• How to Interpret:  Float is calculated off the working schedule to the next constrained task.  Float 

is the amount of time that a task can slip without slipping the critical path.  Logically a task with 

greater than 44 days of float is not a current priority to accomplish.  There are about 20 working 

days in a month so this task is not required for 2 months or more.  This is an item for CAM 

discussion.  The CAM should be able to explain why the task cannot slip and be planned X 

months in the future.  If the explanation is something else, it is a missing successor typically.  If 

the CAM explains instead for example with a resource profile or risk mitigation that it is required 

to reduce resource or total risk that might be acceptable.  Typically it is a finding based on the 

CAM interview if it is judged by the surveillance lead to be caused by a missing link or CAM 

error.  Additionally the magnitude is a driver in the analysis.  Float of over 100 days is typically a 

broken relationship that was not fixed and is an error.  If the assessment is a finding the 

justification is GASP 2 traceability not demonstrated.  The horizontal integration is inadequate as 

successors were missing.  Intent Guide 6 “The schedule describes the sequence of work and 

should consider the significant interdependencies that are indicative of the actual way the 

work is accomplished.” 

In the example highlighting the lines with float greater than 44 days, yields a count in the lower right 

of 606.  Cell B1 is 796 from the results of the filter.  606/796 equals 76% of the tasks have excessive 

float over 44% 
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GASP 2 Test 6 (Overall 12): Total Float Less than negative 10 Work Days 

• Overview:  Total float (or Slack) indicates a task’s potential to being on the critical path. Tasks 

with negative float values, less than negative 10 working days, may be indicative of a date 

constraint in the schedule that is unachievable.  

• Criteria:  None of incomplete tasks should have less than (10) working days of float. 

• Filter:  Non-LOE, Non-Summary, Non-Completed (N_LOEPART) 

• Sort:  Sort by Total Float (or Slack) field 

• Steps in MS Project:  

1) With the schedule filtered and sorted, count the number of tasks with more negative 

float less than negative 10 working days of float.  

2) Divide this by the total number of tasks in this view, reflecting the percentage of 

tasks excessive negative float. 

• Steps in Excel: 

1) If the Test 11 results have been kept use the same results and do not turn off the filter.  

If the test is being started over repeat Test 11 Excel steps 1 and 2.   

2) Select the drop-down in Column X Total Float Field.  .  Choose “Numeric filter – 

Less than-10 (minus 10) 

3) Write down the answer in B1 

4) Execute the “N_LOEPART” macro 

5) Divide the total by the amount in cell B1.   

 

 

 

 

 

 

6) Remove the extra column before execution of the next test.   

 

• How to Interpret:  Excessive negative float is fixed by changing the constraint date out in time 

and forecasting a slip.  Negative float when excessive means a contract milestone may not be 

achievable.  This finding is verified through CAM interviews.  Negative float greater than 10 

working days without corrective action to recover is inadequate.  This is a two week slip which is 

typically significant.  The finding is that the forecast constraint is not accurate or updated.  GASP 

2 traceability is not demonstrated.  The horizontal logic is inadequate and prohibiting a potential 

slip to a constraint to be forecast.  Intent Guide 6 “The schedule provides current status and 

forecasts of completion dates for all discrete authorized work.” 

 

In the example sorting the Total float smallest to largest, resulted with 0 days in X4.  This indicates that 

there is nonegative float in the sample data and the result is 0%.   
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GASP 2 Test 7 (Overall #13): Tasks Using Constraints that Delay Forecast Start or Finish Dates  

• Overview:  Constraints are restrictions set on the start or finish dates of tasks. Some types of 

constraints delay the forecast start or finish dates. These are commonly known as soft constraints. 

These types of constraints may be used to fine-tune a logic-driven schedule based on factors such 

as component delivery, near term resource availability, facility availability or contractual 

obligations. However, excessive use of constraints prevents the schedule from being logic-driven. 

• Criteria:  Less than 5% of incomplete tasks utilize constraints that delay forecast start or finish 

dates. 

• Filter:  Non-LOE, Non-Summary, Non-Completed (N-LOEPART) 

• Sort:  Sort by Constraint Type field 

• Steps in MS Project:  

1) With the schedule filtered and sorted, count the number of tasks with constraints that 

delay the forecast start or finish dates.  This are Start No Earlier than (SNET), Finish 

No Earlier Than (FNET).    

2) Divide this by the total number of tasks in this view, reflecting the percentage of 

tasks with constraints that delay the forecast start or finish dates.  

3) Review tasks to determine if use of constraints is reasonable.  

• Steps in Excel: 

1) If the Test 12 results have been kept use the same results and do not turn off the filter.  

However manually remove any filters on the Float column from the previous test, if 

any.    Also delete any added columns from the previous tests [hint – row three has 

column numbers, there will be a gap if a column was inserted. If the test is being 

started over repeat Test 11 Excel steps 1-3.   

 

 
Example where column Y was added in previous step next to the float column.  The orginal column 

numbers are on row three and column Y is blank.  This indicates a colomn that should be deleted.   

 

2) Select the Auto-Filter drop down in the Constraint Type field, Column W.  Filter 

separately for Start No Earlier Than or Finish No Early Than. 
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3) Count all SNET or FNET type constraints. 

4) Divide by the total in cell B1.  The result is the percentage of tasks with a soft 

constraint. 

 

By selecting on the filter button of 

column W the Constraint Type, in the 

lower box will list all of the constraint 

types.  In the example there are SNET 

and no FNLT constraints 



Navy CEVM EVM 5 GASP Tests (1 Dec 2012) V1.3 

Page 40 of 72 

 

 
   

 

 

 

• How to Interpret:  There are some valid uses of constraints that delay the forecast start or finish 

dates. Use of constraints should be minimized and considered on a case-by-case basis. Consider 

removal of these constraints to allow for the precedence logic to determine dates, where practical.  

Review the type of tasks with constraints.  Are the ones with finish constraints logical end points 

(Program Events such as CDR or TRR) or intermediate or final deliveries?  If excessive or not 

logical then issue a finding.  Also if the constraint is not justified it should not be used.  If a 

finding GASP 2 transparency is not demonstrated.  Intent Guide 6 “The scheduling process 

documents and the resulting project schedule provide a logical sequence of work leading to a 

milestone, event, and/or decision point needed to ensure that the schedule supports the project 

objectives.”  

  

This example illustrates counting the SNET and FNET tasks.  The sample data was 169 tasks 

out of 796 which equals 21%. 
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GASP 3: Transparent 

GASP 3 Test 1 (Overall #14): Tasks with Leads  

• Overview:  A lead allows a successor task to start before the predecessor is complete. This is 

represented by a negative lag value in combination with a predecessor relationship, such as “FS-

1day”. Leads should be used in only rare circumstances. Although leads of one day are 

acceptable, lead values greater than this should be avoided. 

• Criteria:  No incomplete tasks should have lead (less than 0 in MS Project). 

• Filter:  Non-LOE, Non-Summary, Non-Completed (N_LOEPART) 

• Sort:  Sort by the Lead or Predecessor field. In some scheduling tools, a lead is included in the 

relationship field or may require more of a manual check. 

• Steps in MS Project:  MS Project combines the lag field in the predecessor column   

1) If the results from Test 10 have been kept and a separate worksheet exists with the 

predecessor split into different columns then continue.  If not repeat MS Project steps 

1-3 before continuing.   

2) Go to the worksheet with the predecessor split by the Text to Columns command 

results.   

3) Count the number of tasks with leads displayed as –X days.   The recommended 

method with widely different row lengths is to combine this search with Test 15.   

�   Choose the Home – Find command.  Choose “d” which will find all 

positive lag or negative leads. 

� One find at a time capture 

• Items that show “X d” where X > + 20 days.  This is an excessive lag 

and the results of Test 15. 

• Items that show “X d” where X < 0 days (negative).  This is a lead 

and the result of Test 14.   

4) Divide the number of leads in step 3 above by the number of tasks in this view, 

reflecting the percentage of tasks with leads.  

• Steps in Excel: 

1) Using the same tab you used Test 10 F-S , go to the top of this tab.   

2) Do a find and search for “+”.   

3) Manually count the number lines values over 20 days.  Do not sort by any column.  

Continue the find until the first line with a “+” is re-found.   
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4)   

 

 

�  Goto the other tab with predecessor data only copied in the first step.  

Repeat with “-‘ to find the  negative leads.  This time you can sort on column 

B, any lead is a finding regardless of how many leads are within a task.   

5) Divide the number of leads in step 3 above by the Assessment Worksheet cell B1 

result, reflecting the percentage of tasks with leads.  

 

 

 

 

 

 

 

 

 

• How to Interpret:  In MS Project, a lead is a negative value.  Logically a lead with a negative 

value equal to the duration reverses the logical FS relationship for example.  A lead can typically 

be used to crash the schedule inappropriately.  Therefore the expectation is to have no use of 

leads in the schedule.  The finding, if any, would be GASP 3 Transparency not demonstrated.  

The schedule is not predictive and distorted.  Intent Guide 6 “The schedule provides current 

status and forecasts of completion dates for all discrete authorized work. 
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GASP 3 Test 2 (Overall #15): Tasks with Excessive Lags 

• Overview:  A lag forces a delay to a successor task. This is represented by a positive duration 

value in combination with a predecessor relationship, such as “FS+60days”. Lags should be used 

sparingly to reflect wait times and not work effort. Lags should not be used to achieve a pre-

determined start date. Higher lag values are more difficult to manage. 

• Criteria:  No incomplete tasks should have lag values greater than 20 working days. 

• Filter:  Non-LOE, Non-Summary, Non-Completed (N_LOEPART)  

• Sort:  See Test 14 

• Steps in MS Project:  

1) This was accomplished in Test 14.  Take the excessive lags result from step 3 in test 

14 divided by the same total in Test 14 step 5.  The result is number of excessive lags 

as a percentage of the future plan.   

• Steps in Excel: 

1)  This was accomplished in Test 14.  Take the excessive lags result from step 3 in Test 

14 divided by the same total in Test 14 step 5.  The result is number of excessive lags 

as a percentage of the future plan.   

 

• How to Interpret:  A lag greater than 20 working days is greater than one accounting month.  A 

lag represents a missing task not in the baseline such as a customer 30 calendar day review of a 

document.  A lag essentially extends the duration of the task and says the successor(s) must be 

delayed.   This is a finding GASP 3 Transparency was not demonstrated. Intent Guide 6 “  The 

scheduling process documents and the resulting project schedule provide a logical sequence of 

work leading to a milestone, event, and/or decision point needed to ensure that the schedule 

supports the project objectives.  
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GASP 3 Test 3 (Overall #16): Documented Use of Constraints, Deadlines, Leads and Lags 

• Overview:  Any appropriate use of constraints, deadlines (MSP specific), leads or lags require 

documented justification in the schedule.  

• Criteria: No incomplete tasks have undocumented deadlines, constraints, leads or lags. 

• Filter:  Non-LOE, Non-Summary, Non-Completed AND constraints OR deadlines OR leads OR 

lags (N_Constriants).  [Note MSP does not have leads/lags as a field that can be selected] 

• Sort:  Constraint and Notes fields or user defined documentation field 

• Steps in MS Project:  

1) Sort by the Constraint type field.  Compare the results next to the notes field (or the 

equivalent) for all tasks with a constraint that does NOT equal As Soon as Possible 

(ASAP) or as late as possible (ALAP).   

2) Divide this by the total number of tasks in this view, reflecting the percentage of 

constraint tasks without documented justification.  

3) MSP only.  To find the lead/lags you will need to display the predecessor field next 

to the notes field.  Expand the predecessor field as wide as available.  Manually 

compare the notes field with any task with any lead or lag. 

4) Divide by the total, reflecting the amount of lead and lag tasks without documented 

justification.   

• Steps in Excel: 

1) Execute the “N_Constraints” macro 

2) Select the Auto – Filter dropdown in the EVT column or where LOE is identified and 

change the filter to exclude.  (See Test 2 Excel Step 2 for “how-to” steps.) 

3) Go to the Notes Field Column AA or Z (depending on if the added column in Test 14 

was removed). 

4) Select all of the Data.  Select Data- Sort function and sort by the Constraint type 

field.  Compare the results next to the notes field (or the equivalent) for all tasks with 

a constraint that does NOT equal As Soon as Possible (ASAP) or as late as possible 

(ALAP). 

 
 

   

 

 

 

5) Divide the total number of lags not justified by the amount in cell B1, reflecting the 

percentage of constraint tasks without documented justification.  

6) MSP only.  To find the lead/lags you will need to display the predecessor field next 

to the notes field.  Expand the predecessor field as wide as available.  Manually 

compare the notes field with any task with any lead or lag. 

 
 

 

In the example, compare any non-ASAP or ALAP constraint to see if the notes field is utilized.   

 

In the example, compare any line with any lead or lag (+/-) value after the relationship and see if a notes has been 

captured 
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7) Divide the total number tasks with lead or lags by the amount in cell B1, reflecting 

the percentage of lead and lag tasks without documented justification.   

 

 

• How to Interpret:  Constraints, deadlines, leads and lags distort the schedule float and critical path 

calculations. These should be used with great care and rationale for their use should be 

documented.  Findings if any, are be based on CAM discussions.  A constraint/deadline 

regardless of type must always be required and represent a logic requirement.  Lead or lags are 

typically missing tasks external to the PMB.  Therefore it is logical that any use should be easy to 

document.  The justification may be a code with a look-up table or complete narrative.  The 

finding is when no documentation of any form exists.  GASP 3 Transparency is not demonstrated, 

documented assumptions are missing.  Intent Guide 6:  “The scheduling process documents and 

the resulting project schedule provide a logical sequence of work leading to a milestone, event, 

and/or decision point needed to ensure that the schedule supports the project objectives.”  Also 

the IMS DID 2005 states “2.4.1.10 Lag. An interval of time that must occur between a 

predecessor and successor task/activity or milestone. Since negative time is not demonstrable, 

negative lag is not encouraged. (Note: Lag should not be used to manipulate float/slack or 

constrain schedule.)” and “(Note: Certain types of constraints should be used judiciously because 

they may impact or distort the network critical path.)” 
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GASP 3 Test 4 (Overall #17): Constraints that Prevent Tasks from being Logically Driven 

• Overview:  Some constraints prevent tasks from being moved by their logical dependencies and 

do not transfer impacts to successor tasks. Therefore, they typically hinder the accuracy of a 

logic-driven schedule. These are commonly known as “hard” constraints. 

• Criteria: No tasks with constraints preventing a logically driven schedule   

• Filter:  Non-LOE, Non-Summary, Non-Completed (N_Constraint) 

• Sort:  Constraint type field 

• Steps in MS Project:  

1) This is a continuation of the Test 16 results.   With the schedule filtered and sorted, 

count the number of tasks containing constraints that prevent a logically driven 

schedule. [FNLT, SNLT, Must Start On, or Must Finish On] 

2) Divide this by the total number of tasks in this view, reflecting the percentage of 

tasks containing constraints that prevent a logically driven schedule. 

• Steps in Excel: 

1) This is a continuation of the Test 16 results.   With the current filter and sort from 

Test 16, count the number of tasks containing constraints that prevent a logically 

driven schedule. [FNLT, SNLT, Must Start On, or Must Finish On] 

2) Divide this by the total in cell B1, reflecting the percentage of tasks containing 

constraints that prevent a logically driven schedule. 

 

 

• How to Interpret:  This is a finding based on data.  A fixed constraint is one that can never be 

moved either early or late.  They therefore distort the IMS as a predictive management tool.  

Exceptions – The last deliveries in the schedule and key events such as PDR and CDR are 

typically constrained with this type of constraint.  All other instances are findings.  The GASP 

justification is that the schedule traceability is not demonstrated, the schedule status and forecast 

ability is inhibited.  The Intent Guide 6 “The schedule provides current status and forecasts of 

completion dates for all discrete authorized work. 
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GASP 4: Statused 

GASP 4 Test 1 (Overall #18): Status In the Future (MSP) 

• Overview:  Assessing and recording progress and reflecting accurate remaining work effort 

should be consistent with the current status period to reflect meaningful schedule information. An 

Actual Start or Finish date in the future is invalid, as it has not yet occurred. This could result in 

inaccurate remaining schedule information.  

• Criteria:  No tasks have actual start or finish dates later than the current IMS status date.  

• Filter:  Non-Summary, Non-Completed except for tasks with Actual Start or Actual Finish greater 

than the Current Status Date (N_Future)  NOTE:  The filter will need to be modified each time 

the tests are accomplished for the current status date. 

• Sort:  Sort for each of the following: 

1) Actual Start field 

2) Actual Finish field 

• Steps in MS Project:  

1) Sort for Actual Start field. 

2) This filter should return only incomplete tasks and properly statused tasks without 

actual dates in the future. However, if tasks with actual dates greater than the current 

status date appear, count those tasks.  

3) Count the tasks with actual start dates in the future.  

4) Sort for Actual Finish field. 

5) Count the tasks with actual finish dates in the future. Do not double count tasks that 

were already counted for having actual start dates in the future.  

6) Add these two counts together to get a total. 

7) Divide this by the total number of tasks in this view, reflecting the percentage of 

tasks with actual dates in the future.  

• Steps in Excel: 

1) This is a manual check. Turn off the Auto Filter to clear the filters.  Turn Auto Filter 

back on.   

2) Go to the Actual Start column, approximately column H.  Click on the column Auto 

Filter and choose “Is After” and input the status date.  The check is for actual starts in 

the future.  Find the status date for the project.  Go to the filter for column I Actual 

Finish.  Choose the filter and verify the dates are less than or equal to the status date.   
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3) Document the number of errors 

4) Release the filter on actual start.  Repeat for the Actual Finish column 1 over.   

5) Document the answers.  See below for an example: 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

The results of selecting the Column 9 (I) 

Actual Finish filter.  The status date was 

10/28/10.  Actual finishes in November and 

December indicate status in the future.  The 

other date can be unselected and just the 

errors displayed for the finding.   
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• How to Interpret:  Status in the future is impossible however it is a feature unique to  MS Project.  

This filter is only looking at tasks completed or started in the future.  The result therefore is any 

status beyond time now is a finding.  The GASP justification is #4 Status is not demonstrated, the 

schedule has not been statused only through the status date.  Intent Guide 6 “The schedule 

provides current status and forecasts of completion dates for all discrete authorized work. 
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GASP 4 Test  2 (Overall #19): IMS Statused Through Time Now 

• Overview:  The schedule should reflect progress and accurate remaining work as of the current 

status date. Tasks started but not completed and in-progress tasks must be statused through the 

current status date, reflecting accurate remaining duration and projected forecast finish dates. This 

test creates a what-if scenario to identify tasks that are not properly statused. This should not be 

saved or used for further analysis. 

• Criteria:  No tasks should have been inappropriately statused. 

• Filter:  Non-Summary, Non-Completed except for tasks with Actual Start AND without Actual 

Finish (N_Prog) 

• Sort:   Actual Start, then Actual Finish, lowest to highest value 

• Steps in MS Project:  

1) In MSP – Choose “Format – Bar Styles” and go to the “Task Status” line.  Change 

the color of the line to one not yet chosen (see graphic below) 

• Steps in Excel:  This test cannot be accomplished utilizing Excel.  It must be accomplished in MS 

Project or in the native schedule tool with the contractor.   

 

• How to Interpret:  Tasks not statused through the status date, inappropriately are forecast in the 

past.  Not all schedule tools allow this anomaly to occur.  Any status not current is a finding and 

documented.   In the example below, there were tasks statused in the past and the future.  The 

color fuchsia in the example should always rest against the status line.  Any anomalies are 

findings.  The GASP justification is #4 Status not demonstrated, the schedule status is not 

accurate.  The Intent guide #6 “The schedule provides current status and forecasts of completion 

dates for all discrete authorized work.” 

 

 
 

 

Verify the color 

line (fuchsia in 

the example) 

against the red 

dashed line 

(status date) 

Adjust the 

color of this 

line 
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Further information is provided below as how this error occurs.  Under the Tools Menu, the command 

Tracking – Update Project brings the drop box below.  By rescheduling through the status date of 

4/3/2011 in this example, the following graphic shows the fuchsia line much closer to the status date and 

the forecast to after the date.  Each month this should be accomplished before remaining duration or 

estimated finishes are put into the schedule.  In the example there are still lines with future status and this 

is a problem.  Note: MS Project will not status tasks properly with actuals in the future (Check 18) or with 

constraints which other test criteria limit them.    

 

 

 
 

 

 

Time Now Bar 

Example of task states inappropriately 

in the past 

Example of task states inappropriately 

in the future 
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Results of same tasks with the status with reschedule through the status date.  

Notice the highlighted tasks 5 and 6 that estimated finishes went out in time.   
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GASP 5: Predictive 

GASP 5 Test 1 (Overall #20): Push Forward Test 

• Overview:  A slip to a discrete task’s finish should have an impact to the program end milestone. 

This test creates a what-if scenario to illustrate the veracity of the IMS network. This should not 

be saved or used for further analysis. 

• Criteria: N/A 

• Filter:  Non-LOE, Non-Summary, Non-Completed (n-loepart) 

• Sort:  Total Float field, lowest to highest values 

• Steps in MS Project:  

1) Ensure the program end milestone has an appropriate constraint applied; such as 

MSO, MFO, or FNLT. 

2) Note the existing total float of the program end milestone and key events. Also note 

any significant float for any task by sorting the IMS by total float. 

3) May need to eliminate other hard constraints found in Test 17 so that the test can 

fully check the network logic.   

4) Find a discrete task scheduled within the next 90 calendar days with zero or negative 

float. The task should be directly related to the next significant program event.  

5) Add 500 days to the existing duration. 

6) Recalculate the schedule. 

7) Reapply the sort by the Total Float field. 

8) Examine the float value of the program end milestone. The total float value should 

have been reduced approximately 500 working days. 

9) Examine the float values of the successor path tasks. These tasks should have 

negative float values of 400 to 500 working days (assuming these did not originally 

have high float values in step 3). Note any discrete tasks with float values more 

positive than negative 400 days that in step 3 did not have excessive positive float. 

For example, float values of negative 300 days or +15 days. They may indicate 

discrete tasks not logically tied to the program end milestone that should be 

reviewed.  

• Steps in Excel: There is no Excel substitute.  If not using MS Project this test must be done at 

the contractor’s facility in the native schedule tool.    

 

• How to Interpret:  This test is a general integrity check.  Findings, if any, may mirror other tests 

but looking out in the future.  The expectation is that most discrete non-delivery tasks are slipped 

about 2 ½ years.  Concerns and possible findings would be based on tasks with less than about 

350 negative days of float.  Justification would be based on the circumstances.  Note in 

interpreting this test be aware of the results in Tests 8, 11, 13 and 17.  For example have highly 

excessive constraints such as 75% the results of this test may be impacted.   
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GASP 5 Test 2 (Overall #21): Push Backward Test 

• Overview:  An accelerated earlier constraint to a program end milestone impacts every task that is 

logically tied to that milestone. This test creates a what-if scenario to illustrate the veracity of the 

IMS network. This should not be saved or used for further analysis. 

• Criteria: N/A 

• Filter:  Non-LOE, Non-Summary, Non-Completed (n-loepart) 

• Sort:  Total Float field, lowest to highest values 

10) Steps in MS Project:  

1) Note the existing float, if any, of the program end milestone and key events. Also 

note any significant float for other tasks by sorting the IMS by total float.  

2) Select the program end milestone that completes the project.  

3) Place a constraint that prevents it from being moved by its logical dependencies (hard 

constraint MFO) one year earlier than the current early finish date.  

4) Recalculate the schedule. 

5) Reapply the sort by the Total Float field. 

6) Examine the float of the other discrete tasks. Many tasks should reflect large negative 

values. Note any discrete tasks with float values more positive than negative 50 days. 

For example float values of negative 45 days or +15 days.  

7) They may indicate discrete tasks not logically tied to the program end milestone that 

should be reviewed.  

 

• Steps in Excel:  There is no Excel substitute.  If not using MS Project this test must be done at the 

contractor facility in the native schedule tool.    

 

• How to Interpret:  240 working days is approximately one work year. Using this test highlights 

tasks that are logically tied to the program end milestone. If the logic is sound, this test should 

impact all predecessor path discrete tasks that are logically tied to the program end milestone. If a 

task is not impacted, it should be reviewed to determine if there are missing successors and 

should be fixed accordingly. If the logic is not missing, tasks should be reviewed to determine if 

they are valid and belong in the schedule. Consider if tasks should be reclassified as LOE.  

Findings if any would follow Test 8 justifications.   
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GASP 5 Test 3 (Overall #22): No LOE on Predecessor Path to Project Complete 

• Overview:  LOE tasks that are logically tied to the program end milestone have potential to be on 

the critical path, which is a logic error. A method to test for this is to add an accelerated earlier 

constraint to a program end milestone that will impact every task that is logically tied to that 

milestone. This is most effective after any issues found during Test 2 above have been resolved. 

The intent of this test is to observe if any LOE tasks are impacted. This test creates a what-if 

scenario. This should not be saved or used for further analysis.  

• Criteria: No LOE should be on the predecessor path to the program end milestone. 

• Filter:  Non-Summary, Non-Completed (n-summaryc) 

• Sort:  LOE identified field, then Total Float (Slack) field, lowest to highest value 

• Steps in MS Project:  

1) With the schedule filtered and sorted, copy the unique identifiers and total float 

values for LOE tasks.  

2) Paste these values in Excel.  

3) In the IMS, select the program end milestone that completes the project.  

4) Place a constraint that prevents it from being moved by its logical dependencies (hard 

constraint) one year earlier than the current early finish date. (This step is repeating 

the process in Test 21 above). 

5) Recalculate the schedule. 

6) Copy the same set of float values that are now based on the previous step.  

7) Paste in Excel in an adjacent column and in alignment with the first set of float 

values.  

8) Compare the float values.  

9) Note and count any differences in total float values, reflecting LOE that are logically 

tied to the program end milestone.  

• Steps in Excel:  Can get close with manual steps.   

1)   This is a manual check. Turn off the Auto Filter to clear the filters.  Turn Auto Filter 

back on.   

2) Go to the %C column.  Click on the column Auto Filter and choose “Numeric Filter” 

Not equal and input “1”.  This filters for non-completed tasks 

3) Go to the EVT column.  Filter for LOE tasks 

4) Look at the float column.  None should be 0 or negative.  If 0 examine links to see if 

to tasks with discrete predecessors or successors.   

5) Document any exceptions.    

 

• How to Interpret:  This is a potentially a finding.  Verify all instances with the program.  Unless 

the LOE has no links to discrete work and it is a hammock with discrete children it is a finding.  

LOE represents work not related to the technical scope to perform.  It is typically a management 

type task.  Discrete work in contracts is work related to producing the performance requirements 

of the contract.  Therefore LOE may never be linked to a discrete task or milestone that impacts 

the critical path.  Intent Guide 6 “The schedule describes the sequence of work and should 

consider the significant interdependencies that are indicative of the actual way the work is 

accomplished. The schedule links key detail work packages and planning packages (or lower 

level tasks/activities) with summary activities and milestones.” 
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GASP 5 Test 4 (Overall #23): Constraint Dates Set to Endpoint Milestones 

1. Overview:  Constraints should be applied to endpoint milestones so that total float is accurately 

calculated for the schedule network. These constraints should reflect program management’s 

agreed to target dates and permit precedence impacts while still accurately calculating total float 

values. 

2. Criteria: No endpoint milestones are missing appropriately applied constraints. 

3. Filter:  Milestones (n-milestones) 

4. Sort:  Early Finish 

5. Steps in MS Project:  

1) Browse the schedule for endpoint milestones.  They should be toward the end of the 

display. 

2) Determine if appropriate constraints have been applied.  Appropriate constraints are 

anything except ASAP or ALAP.   

6. Steps in Excel:  

1) Turn off Auto Filters and clear the prior filters.  Turn on Auto Filters    

2) Go to the Milestone column C.  Choose “Yes” only.   

3) Choose the drop-down in Column G.  Choose sort by “Newest to Oldest”.  The top of 

the file should be the completion milestones.   

4) Determine if appropriate constraints have been applied. 

 

 

 
 

 

 

 

 

 

 

7. How to Interpret:  Float equals the difference between the task finish and the requirement to 

finish related to the next constraint.  A schedule with no constraints on delivery milestones is 

called unconstrained.  An unconstrained schedule will not provide meaningful float to the 

delivery requirements of the contract, providing limited management value.  There may also be 

constraints on key milestones such as PDR and CDR or intermediate delivery milestones without 

logical contractual successors.   These may also be milestones.   

 

The determination of a finding is subjective.  Have the right tasks been constrained?  If not the 

justification is Intent Guide 6 “Significant interdependences should be defined at a consistent 

level of detail to support development of a critical path. The minimum level linkage is at the work 

package and planning package level. The schedule should be designed for effective management 

purposes and contain a critical path for the entire contractual period of performance.” 

 

 

 

 

Above is an example of an end milestone without an adequate constraint.  The program end is at the end of 

the project and the constraint type to the right is As Soon as Possible.  This is not a constraint that will 

impact float.  Accordingly the float on the end milestone is 160 days (last column)  
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GASP 5 Test 4 (Overall #24): Baseline Execution Index and Task Hit/Miss 

8. Overview:  BEI is a performance based measure of work completed versus should have 

completed.  A program successfully executing will have completed all the work they needed to 

and would have a 1.0 BEI.  Task hit/miss is related and  

9. Criteria: 95% or better BEI metric. 5% or less for the hit/miss metric.   

10. Filter1 BEI and TH Baseline Count:  No Summary, Milestones, LOE. B/L Finish before status 

date  

11. Filter 2 BEI Completed Tasks:  No Summary, Milestones, LOE,;  B/L Finish Before Status date, 

Actual Finish = NA 

12. Filter 3 Incomplete Tasks No Summary, Milestones LOE;  B/L Finish Before Status date, Finish 

Variance is > 0.   

13. Sort:  NA 

14. Steps in MS Project:  

1) Run Filter 1 BEI and TH Baseline Count.  Document the result as the denominator 

for BEI and the Task Hit/Miss calculations 

2) Run Filter 2.  This is the numerator for BEI.   

3) Calculate BEI ratio Step 2 result divided by Step 1 result. 

4) Run Filter 3.   

5) Document the Task Hit and Miss Ratio.  Results Step 4 / Results Step 1.      

15. Steps in Excel:  

 1) These steps must be run sequential and carefully to get accurate results.  There are 

three macros and user input required to calculate the three metrics.  The user will need to 

have the reporting period dates from Format 1 that coincides with the IMS.  This is the 

manual part of the test as the report date will be different in every schedule.   

2) Optional.  Check the date formats in Columns G, I, and K (Early Finish, Actual Finish, 

and Baseline Finish).  The MSP default format is Mon 6/20/2010.  Excel reads this as a 

text field.  If this is the format in the referenced columns it must be converted before the 

dates can be processed.  Run the “BEI_Adjust_Dates” macro.  [Note – The version of 

excel may ask the user to confirm replacement of cells.  Choose “Yes” if prompted.] 

 

 
Results of the BEI_Adjust_Dates Macro.  Look at columns F and G above.  Column F is the text default 

from MS Project that the schedule check needs to be in date format.  Columns G, I, J or Early Finish, 

Actual Finish, Baseline Finish have been converted by the macro to remove the day on the week and 

convert to a standard date format readable by excel. 

 

2)  Run the BEI1 macro.   

3)  Manually filter to remove the LOE.   

4)  Manually adjust the filter in column K and choose “Date Filters” and “Before” and 

input one day after the status period.  For example if the status period is 6/20/2010 input 

6/21/2010. 

5)  Manually copy cell B2 to cell AC1 and Paste-Values. 

6)  Goto the first cell under the auto filter in column L [this column is not titled}.  Input 

the formula  =IF(K4>=I4,"Yes","No")  NOTE:  The first row under the filter should 

be the row number in the formula. 
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Example with the formula placed in the last column.  With the filter the first line of data 

is line 121.  So the “6”s in the formula need replaced by “121”.  The formula becomes 

=IF(K121>=I121,"Yes","No") 

 

 

7) Copy the formula to the bottom of the last row of data.   

8) Filter column L = “Yes”.   

9) Copy Cell B1 value to cell Z1.  This is the amount of tasks finished equal to or less 

than the baseline date.  

10) Manually put the formula Z1/AC1 in cell K1 BEI Cum.  Copy paste- value the 

answer.       

 

 

 

Step 5 and step 9 results.  The references to Z1 and AC1 are relative and assume three columns have been 

inserted by the BEI1 macro.  Step 5 is always inserted next to “BEI Baseline Count” and signifies the 

baseline tasks required before the current status date.  Step 9 is inserted next to the “Completed Tasks” 

and signifies the number tasks completed before or on-time compared to the baseline.  These are the 

numerator and denominator for the BEI calculation.      

                      

6)  8)  Manually filter Baseline Finish in K3. Choose “Date Filters” and “Between”.  

Input the status period start and finish for the current period.   

9)  Run BEI3.  This completes the ratios, deletes the added columns and returns the file 

close to the original position (it leaves any converted date formats changed).   

 

 

 

 

16. How to Interpret:  BEI is a measure of the progress of completing the baseline.  When the 

baseline completion is more than 5% behind (BEI .95), it is an indication that the schedule may 

be in jeopardy of successful completion.   The task/hit is similar but reverses the denominator and 

numerator of BEI and simply measures the tasks not complete over the total.  A 5% or more ratio 

indicates that the schedule may be in jeopardy of successful completion.  BEI current is the same 

as BEI except limited to the reporting month.  Since all three metrics are performance based the 

results are not candidates for findings.  Rather program offices may be notified of the risk to 

performance and a risk mitigation plan may be warranted.  
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Appendixes 

 

 

1) GASP Overview 

2) MS Project Tips 

3) Excel Tips   
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Appendix 1 Generally Accepted Scheduling Principles (GASP) 

The GASP are eight concise overarching tenets for building, maintaining, and using schedules as 

effective management tools. The first five GASP tenets describe the requisite qualities of a valid 

schedule; that is, one that provides complete, reasonable, and credible information based on realistic 

logic, durations, and dates. The latter three GASP tenets reflect increased scheduling maturity that 

yields an effective schedule. An effective schedule provides timely and reliable data, helps align time-

phased resources, and is built and maintained using controlled and repeatable processes. 

 

GASP Description 

Achieving a GASP-compliant schedule indicates the schedule is a useful and practical tool for 

effective program management. Thus, meeting all eight GASP tenets demonstrates that the program 

team builds and maintains the schedule with rigor and discipline, so the IMS remains a meaningful 

management tool from program start through completion 

 

The GASP serves several purposes. First, they are high level tenets, or targets, for sound scheduling. 

The GASP also serves as a validation tool for the program team or organization to assess schedule 

maturity or schedule areas needing improvement. Last, the GASP can be used as governance tools to 

assess new or different scheduling approaches with objectivity and detachment. 

 

It is essential to understand that the GASP are intentionally broad and should not limit program teams 

from continuous improvement and creativity when exploring tools and processes for building and 

maintaining robust schedules. There will be times when a given practice diminishes compliance to 

one principle over another. This is expected and unavoidable, but what is paramount is that the 

program team weighs benefits vs. the risks. The GASP provides an independent mechanism to 

determine the acceptability of proposed schedule practices. 
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GASP Description 
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The chart below shows the GASP criteria, characteristics of a schedule that meets GASP and the 

artifacts observed in performing the IMS5 GASP Assessment. 

 

 
GASP Characteristics and Artifacts 
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Appendix 2 MS Project Tips 

 

The NAVSEA IMS Schedule Health Assessment process assumes some basic understanding or the MS 

Project Functionality.  Utilize this section if a part of the instructions are not clear. 

1) Viewing Data in MS Project 

Viewing data in MS Project is basically a two part cycle.  Within the left side is a spreadsheet that you 

can add or subtract columns, while the right side is the schedule graphic.  There is a split between the 

two that can widen or shorten either side’s view.  To add or subtract a column you must highlight a 

column, right-click and choose Insert and then choose the field name.  To delete a column from the view 

choose Hide.  Please see below for an illustration.   

 

 

 

Results of right-clicking after 

highlighting the Actual Start Field 

Choosing Insert above and the drop 

down Field Name displays every field 

in the MS Project Data base that can 

be shown.  Select the appropriate and 

that field will be inserted.   
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2) Sorting Data in MS Project 

A sort affects the order that the data is shown.  To select a sort in MS Project choose Project – Sort.  The 

following screen is displayed.   

 

Three fields may be sorted at the same time.  Generally for this test only one sort will be applied at a 

time.  Click the first dropdown in blue above and a list of all fields is available.   

3) Filtering Data in MS Project 

The Schedule Health assessment is built around filters to get the correct basis for each test.  The filters 

may be created, edited, or removed at any time.   

 

 

Display of Project – Filter for options. 

Starting from the left arrow the 

current filter is always displayed and 

it is N_Prog.    

The top right area show where “All 

Tasks” is displayed.  Use this filter to 

clear the existing filter before running 

the next test.   

The bottom right “More Filters” is 

selected if you want to pick a filter 

not in the list or edit or delete a filter.  

It is used to evoke any test filter 

which all begin with N_  
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Selecting More Filters yields 

 

 

Above the results of editing the N_LOEPART filter.  Selecting the field name brings up a drop down box 

with every field.  For example to change the LOE assignment from Text 28 to Text 14 click the drop down 

and scroll from Text 28 to Text 14 and left-click.  To change the test column choose a row and the test 

choices display.  Values is a test field you type to change.  Choose “OK” to save and on the previous 

screen “Apply” to use the changes or “Cancel” to return to the prior screen.   

 

4) Transferring data from MS Project 

Copying data from MS Project depends on if one is transferring individual columns or from the current 

view.  To transfer a column, select the column and right-click and choose copy.  Go to Excel and highlight 

the column destination and cntl-v to paste.  To copy the current view, use the follow steps: 

1)  Insert and hide columns to get the specific format desired.  For the Excel checks the 

order must be exact as specified in the introduction.   

2) Choose the upper left corner of the MS Project datasheet. 

 

 

 

 

 

Select New to create a new filter 

Select Edit to change a filter.  For example to change the 

text field associated with LOE.   

Apply executes the filter selected, N_Prog.  Scroll up or 

down to select others as directed by the test step.     
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3) Selecting the cell labeled “Task ID” highlights all of the datasheet as shown above.  

Choose cntl-c to copy with every column highlighted.   

4) Go to Excel and click in the cell you want the paste to start (A4 in the instructions of 

the test).   

5) Note:  The first column currently labeled “Task ID” will not copy.  The spreadsheet in 

Excel has been adjusted for this and has no column equivalent for “Task ID.”  If by 

chance another method is used that brings Task ID over to Excel, then the data will 

need shifted left by one column for the other data to align.   
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Appendix 3 Excel Tips 

 

Regardless of how the native scheduling tool organizes and stores information, most tests can be 

accomplished manually by using Sorts and Filters, and Excel when needed. Below is a brief overview 

for data manipulation when utilizing Excel which will be required for some tests and optional for 

others.  

 

1) Basic Converting Text to Columns in Excel 

 

 

A test may require a particular data field, such as lag value. In schedule tools this may be merged with 

other information. An example is MS Project with Lags: 

 

 
 

The predecessor, the relationship and lag are combined in the same field. The solution to segregate is 

to move the data over to MS Excel (Copy-Paste). By a series of Data-Text To Column command the 

data can be parsed into separate columns for analysis.  
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The diagram above highlights the complete steps.  Highlight the data you want to split which is 

typically a column.  Beware of any data to the right, the splitting will spill into columns B through X 

as necessary to fit the data.  Then choose Data-Text to Columns as highlighted above.  The step 2 

wizard is critical.  Typically the data is parsed by Comma, Space, or Other (+ or -).  You will need to 

examine the data to see which is appropriate.  In the simple example 2FS+5 is illustrated.  Comma or 

Space would return no split but the space “+” will split the lag and the relationship.     

 

Below is the results of the “+” parsing.  Column B previously blank now contains all of the data that 

was too the right of the plus.  The plus has been removed and column A was to the left of the plus 

previously.   

 

 

 

 

 

 
 

Adding another column between "A" and "B" allows splitting the 2 which is the predecessor ID and 

the FS which is the relationship. In other word Excel allows This process is shown below. 
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This results in the following: 

 

 
 

All three combined data elements have now been split out for independent analysis. 

 

2) Advanced Converting Text to Columns in Excel 

Splitting the data from MS Project to Excel is rarely homogeneous or simple.  For example a task 

may have 1, 2, 6, or 125 predecessors.  Therefore splitting text into columns may take several 

columns.  Take a real example of a complex task 

 

2536,2548,2552,2550FS+1d,2551,2542,2544,2475,2462,2499,2553,2556,2466,2501,2513,2545,2464,24

82,2483,2463,2476,2571FS+1 d,2570 
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This task has 23 predecessors and two lags of 1day.  Each predecessor is split by a comma and each 

lag by a “+”.  However the data when split will be one predecessor in each column B-V if the data 

started in A.  So it is impossible to sub split the lag field because it will be in different columns.  Also 

Text to Columns selecting “+” will not be fruitful, because the next column will contain several 

predecessors.  The simple solution is to Text to Column by comma only for the basic split.  Then 

select Home-Find to be able to count between the columns of similar data.   This is the method used 

to find different relationships (SS, SF, FF) and leads and lags that are all buried within the 

predecessor field in MS Project.  Please see below.   

 

 
 

 

3) Counting 

Take advantage of any native tool’s counting capability. If this does not exist, copy the activity 

unique identifier column from the native tool (after filtering and sorting have been applied) into Excel 

and use Excel’s counting capability. 

 

 
 

 

 

 

 

 

Snapshot of live schedule data.  The predecessor field was pasted into 

column A and the Data-Text to Column command was executed with the 

Comma Delimited and “+” Option simultaneous selected.  The step would 

need repeated in another worksheet with the “-“ instead of +.  This allows 

the find to be used.  A Find of “ d” would yield all of the positive lag and 

selecting next would allow a count.   The same works for unique letters 

such as relationships like SS, SF, and FF that are requirements of other 

tests.   


